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MEMORANDUM FOH: Deputy Director (Adninistration}

SUBJECT Report of the Inspector General dated 21 April 195k,
on the 0ffice of Training

_7The following commenis are offered with respect to the indi-
cated recormendations containeé in the subject reports

Recommendation No. 1. We sgree that the T/0 should be cut to
e C . e survey now being conducted Yy the HManage-
ment Staff will accomplish this.

Recommendation No. 2. ¥e agree with the basic objective of
™his mamnmion, i.8., reduction in the mumber of staffs
snd divigions reporting to the Director of Training. ¥we co
not sgree with proposals for specific transfers of responsi-
pility sach as the OTR Library to the Plans and Repearch Staff
por do we agree with the proposal to creste a Support Training
Iivision to be compossd of management training, junior officer
training, ete.

The attached Management ataff interim report, which hes the
concurrence of the Director of Training, provides for three
staff elements, namely, Plans and Research, Assessment and
Evalustion, and Administration snd Support. it the operating
level we provide for four major elements. These are Basic
Training, Intelligence rraining, Operations Training, and Area
and lLangusge Training.

?hig we feel accomplishes the primary objectives of the Iin-
spaotor General with respect to his recommendations on organi-
sation of the Office of Training.

dation No. 3. This has to do with grades and proposes
ga% ga Birector of Training be dssignated Assistant lirector
for Training in order to be in conscnance with other similar
major slements. e agree that organizationslly the Office '
of Training should be, and ix, on the same level as the Offices
of Personnel and Communicastions. However, we believe that the
Leed of the Office can operate squally well under either title.
The present titls is well known and the Director of Training
has expressed to us & desire to continue operating under that
titleu . ’
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Recommendations S, €, and 7. ¥e are not as yet prepared to
comment on the proposal to establish a committee to review
all Agency training not currently undser the supervision of CTh.

This problem will be covered by & later phase of the survey
now being conducted by the Management Staff.

Recommendation Eo.. g. we do not agree that (TR should be re~
sponsible for the coordination of the preparation of all manuals
on doctrine. %e believe that the responsibility for the pre-
paration and coordination of such manuals must be with the ele-
went having respensibility for the accomplishment of the fune-
tien covered by the manusl where thers iz such an element,
However, we believe that OTH should have the responsibility

for gollaborsting with such staffs and opersting elements in
the prepsration of msnuals on doctrine.

Where there is a training need for a manusl on doctrine on a
pudbject that 1s not the specific responsibility of an Agency
organizationel element, we believe that consideration should
be given to the sssignment of that responsibility to the
Office of Training. Thie problem will 8lso be covered by a
later phase of ocur survey, &t which time definite recommen-
dations will he made.

Chief, Management Staff

Enclogure
¥ Interim Heport

SECRET
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The [drector, Uffice of Traiming B2 JUN 1954
Chief, Mansgomont & taff, 0I/A

Interim Heport re: Management Survey of Office of Tralning

PROBLEMs

To study the organisation, functions and opsraticns of the Office of Train-
ing and recommend corrective messuwres which will reduce the present ad-
sinistrative demands upon the irector.

AEBUNPTIONS

Thie survey team sssumes the privilege of identifying and delinssting
provlen aress, arriving at conciusions bassd on the facts and situations
disclossd during the survey, and of propounding corrective recommenda-
tioms, without regard to the fact that other elements of the Agenay
bavs surveyed the office of Training and arrived at findings which say
oy may not agree with the recommendations of this survey.

FACTS BLARING OK THi PROBL:M:

A prelisminery study of the Office of Training, including & conferance
with the Chief of each slement and etaff in the organisation, indicates
that the problame of OTR oan not be sstisfecterily resolved urtil the
organisstion of the Office is resdjusted and its training and support
slements regrouped in a menner permitiing the delinuation of fields of
intersst, placesent of responsivility, and delegetion of suthority to
ssch echelon.

This %ﬁ% is submitted to present this situstion, with & recom-
nondel 20 o, ths Uirector of Training for his concurrence before
going further into & detailed study of the internal orgenisstion, funo-
tions, responsivilities, euthorities and staffiny within seeh individuel
slement of the 0ffice.

Dissussions, conclesions and recommendstions im this report are rastricted
to the question of over-all *7R organisstion, chamnels of command, fields
of veeponsibility, obviocus locations for delegation of suthority, redis-
tribution of ccurses %o conforz to fields of interest, and the disposi-
tion of cartain of the present Htaff slements of CTR.

Certain subjects, common to manapement studies and pertinent in this in-
stance, are not insluded in this m{i&g_g report. A non-goncurrencs
of I/DTR in the propeosed basie orgsnizationsl adjustment may materislly

SECRET
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pirector on any phass of his opsrstion. This condition spesks well for
ihe personsl relaticnships existing within the Cffies; it is slpo evicemt
that it crestes sn unbearable demsnd upon ihs Lirector and peraits too
1ittle time for the major sonsiderations of the gftice.

Tha Deputy Uirvsetor gonsiders his responsibility to pe mainly in the
sraining phases of the operation, primarily with the clandestine Services
(Covert) typs of training. He is concerned with the selection, reorulil~
ing and qualification of instructors. Yull responsibility and sutbority
for the Mﬁmu:wamﬁ&ums, bowsves, .ppearww}mm
in the Deputy, mrh%&waﬁdmmsswwwem % the
Tepaty sre mot gino taken cirestly to the Director. :

and the Training Cumter. As in ihe o0sd of the Deputy, there sppeare to
be 80 of ful} suthority. shers 18 evidence hat mawy of the normal

problems in these fiolde are taken direstly to the Director.

*he present organisation reflests two Staff elements apd two elements
aslled “taffe which gotuelly are sip-named. The last two eluments are
sgervices” rather then ngtaffst in the ususlly sccepted meaning of the
LOTM.

{1) Plans and Resel cqaff, though not sttsched direotly to the offics

of the Director, purports o nave ons slement which serves in such

ospasity. Anothar elament performs staff functions pertinent o the
operation ef the training side of tbe cffige.

(2) The Assessment and pealuation ¢ teff, ly the mature of its functions

and pespensibilitles, has @ combination of ibe eharscteristics of &

stalf slement and @ support slement. 2his element, whrough its
Assesgment, Tranth, axpends & Y&y considerable smount of time in
placement evaluations for other compopents of the Agendy.

(3) The titles Jdsinistrative Staff snd tastructionsl Services 5talf
present & loose iﬁhcﬁisnatmw. hese clements and tbedir
te sre sotive support groups. 14 is belisved that their re~

Iationship to the CTflce can be correchtly reflested by identifying
then a8 sapport elemente. Their internsl organisation appears %o
properly centralise those administrative and support functions which
ayo necessary o the operation of CTR. Certalin guestions concerning
functions, scope of respensivility, sathority, sppropriste titles,
1 7. T can be resolved as the survey is axtended to ite second phase.
piscussion with the chiefs of thase compensnts discloses that they,
«5 well s certain leaders and persennel of the sub~units, report

“ECRET,
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2. The present organisstion of the Office shows elight training divisions
dirsctly responsible to the Tirestor. Thay sre:

{1) Intelligence Training
(2) “apugement Training

{3} Language Training

(L) Basic Training

{S) Speaialised Training

(6) Orientstion and Priefing
{7) Junior fficer Training
(8) Projeet Training

The first five divisions, 1 thru S sbove, develop snd conduct scheduled
courses at hesdouarters. The last three divisions, & Whru P above,
differ in mission snd cperation from the others since they (1) perform
or aduinister orientations snd briefings repreeenting the ipendy wore
than T8; (2) conduet off-cempus tutoring and {3) supervise spesialized
on~the=job career development, none of which involve formalized on-

§. The five traiping divisions, pursgreph f-1 thru % sbove, are @ consolide~
‘don from a forwer set~-up in the Offlce which provided duplicete instruc-
sionsl facilities for the trsining of personnsl from the so-vallsd Oviky
and COVIR? elemsnts of the Agency. The present structure doss ot permit
clear delinsstion to divisiona concerning their fislds of interest and
extent of subject coversge in sdministretive, orisntation, intelligencs,
and other fields. Iiscussions with the Chiefs of these dlvisions indi~
aates & simllarity in courses, both in titles and subject matter, par-
ticulsrly im the basic or elementary phases, wiich appesrs to be &n umnec~
sasayy Suplisation. It also sppesrs that, whers two or more divisions
are offering ocourses in the same or similar fields, onc division chief
umhmiaummlumcrmcmmtarmuumwofnm
in other divisions. This condition eould result in duplication in the
manber and contant of courses beyond that which might be justified in
the isterest of compartsentalizstion.

$. The pressnt Orientation and Eriefing fivision is exasctly what it's name
iaplies. T4 is not in the same category with the strictly training
divisions. Orientations oconducted by the Division are for all igenoy
esployess, ineluding personnel from cutside the sgency in hany instances.
Yt sppesrs that such seseions ars in the nature of Agency *personnsl or
publie relations®, rather than training a8 conducted Yy the (ffice of
Training. Drisfings sre also given to high Ievel officials of the ..

.
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and other governmentis in which the Idivision is representing the [(7 s
TICI or one or more of the Il'e. The saxe ie trus of presuntations made
%o outside groups in other govermmental, quasi-official and private -
agennies, much of whish is strictly sgency public relstions snd has
little connection with the mission of the Cffice of Training.

The Junior (fficer “ralning Tivision corsists of & steff of three o7R
personnel whose functlon is in the nature of specialived carver manoge-
ment for a corps of prospective carverists. Eo formalised courses are
involved. The progran consists of the selection of prumising cendldetes
and the supervision of their placexent and on-the-Jjob training., It
WM%;M&MMJW&:&&W Training Gffice, tha
Agenuy Personnel gomplex, or of the Lgengy Career Zervice system, with

sound mente for each. The Division carries
ﬁaﬁh for the J° carverists whils 14 au v
un. T slots are nop-~productive to CTR, sinoe JOT

part of the working steff of the -ffise.

The Project Training Division (s actually cemducting a highly covert tu-~
toring service and is not Somparable to the other training divisions.
Tutoring is on a strictly personsl basis, is sll carried on off-gampus,

LB JO00 el

's Are not &

k.

i.

L

Thers will be problems in the intornal erganisation of the proposed staffs
ard divisions scncerning staffing sijustuents, procedures, the developw
ment of statemente of responsibility snd sutberity, snd the laying on of
iines of commend, after the bassic pattern of the COffice is approved.
These problens will be rusclved in the second phase of the survey as it
is sxtended fnto the diviwions snd branches.

The Office of Traluing is faoced with & number of problams in its rela-
tionship to other scmponents of the Agency and ln mattsrs of overall

"5"

SECRET,
Approved For Release 2007/10/02 : CIA-RDP61-00017A000400020006-0

25X1



Approved For Release 2007/10/02 : CIA-RDP61-00017A000400020006-0

Agenuy trainimg policy. Hany of these have been the subject of previocus
study, ccoferunces and memorandums. This survey gives priority to the
internal provlems of CTR. them these are resolved, reecomsendsiions con-
eerning extenmions to igency trsining policy and clarificetions im OTR
sxternsl relationships cun be developed. Soms problams in this category
ares

(1) The furnishieg of appropriste personnel by LL/P, DL/L and TD/A as
students for courses which have been reguested.

(2) The obtaining of cuslified imstructor personnel from the cperating
somponsnts, sither cn rotation to OTR or for special sssignments,
whers expuriences and techpical know-how are required.

{3) The mewd for sgency poliay and procedurs which will assure a more
wifors student load.

(k) The nesd for a devics in the clapsificstion process which would per-
mit the rotatlion of qualified opersting persomnel to (TR Via grade®
and 5 oarser plan o assure thelr orderly return to the opersting
fisld upon completion of thelr UTR tour.

(%) The nwed for Agenqy policy concorning the extent of training which
should be reguired of new employess hefore entry on any sctive assign-
ment and/or befors movement oversess.

{£) The need for clurificstion concerning the ecope of responsibvility
and suthority which should be vested in OTH 4in commaction with or-
genised training conducted by other components of the Apency in
beadgquearteors and oversess.

5. COHCIUBIONS:

8. The Office of Training is performing » mission somevhot comparsble to &
college or university ond its organizationsl pattern and functionsl dis-
tribution should conform to an scsdemic typs structure.

b, ‘The problem of organizational structure sand concept within the Cffice of
Training is woneidered to be of primary importance. Upon the resolution
of this question depencs the solution to maxy of the internal snd ex-
terma) problems of the Office. With the proposed structurs and concspl
approved %Wy the lireglor of Training, the survey csa procesd.

s. 7he present structure of OTR does not provide sn adequate sscondayy level
of command. Twslve (12) hesdquarters staff and training elements, %
s Deputy lirector and an Executive Dfficer, report direstly to the i .
25X1 In sdditien, three (3} loperation are slsc respen-
gible % the rirector. There is a soveening responsibility leested in
the Dxecutive Office for the administrative and suppery phases ard in

wbe
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the 0ffice of the Teputy Tirsctor for certaln phasss of the training
operstion. Yowever, discussion with the chiefs of the divisions and
staffe reveals that they oonsider themselves to be directly responsible
to the Idrector and that thay, snd in many casas thelir subordinstes,
may contact the Tirector porsonally on any motlers, whether this situe~
tion results from mecessity or design is beside the point. It indicates
an axcellent relationship between the Uirector anc his principsls bat
it creates sn urhearsble demand upon the Tirector.

The Office of Training falls into three logicel orpanizationel groupe;
nsmely, the training groups, the administrotive and support elements,
and the sssessment and evsluatiom activity. The nesd for limited
staff support is indicated snd will be discursed separately.

The fields of interest in training, the courses offered, and the vrespon-
gibilities for off-carpus training, lend themselves to Nlogical groupings.
*c shools® cen be orgenimed and their responsitilities, interests snd
suthorities clesrly delineated, and thus permitting 2 logical grouplng
of like subjects and like activities. The present organisstion, a com-
: from @ former structure which had duplicating elements garving
the covert and overt requirements, does not entirely eliminate duplicae-
tion in courses and sobject matier. Compertmentaliszstion and presenta-
sion of covert meterisl can be accomplished under the proposed ®school®
typ: orgenisation through the arrangement of courses, offering besic
and intsrmediate courses of imtersst to all personnel and gdvanced
courses Tor specialized pereomnel.

The present Adninistrative Staff snd the Instructional Services Staff,
with some minor realignment of functions and emphasis, sppesr to be ade-
quats and necessary. The sctivity of these elements should be the
direct respensinility of the Ixwoutlve nffieer.

he presant Assessment end ryaluation Seaff should be continued spproxi-
mately as-is but should be reflected in the orgenization in guch a man-
ner that its relation %o the Tirector sand to the training and eupport
elsmonts is cleer. This element functions in en advisory cepacity to the
Iirector smd to the training components; it has peither command nor
operational responsitility. e asgessment activity also provides ser-
vice to other igenqy components, mainly nn/e, and this fsot should be
racognized when evaluating the totsl mamber of T/C poesitions charged to
the O ffice of Training.

Zhe proposad concept of organisstionsl structure for UTH recognizes 8
need for a small but highly cualified staff element, having a very
specifio mission.
*he Orientetien and Driefing Livision is primarily an sgency personrel
and public relations element, having only a winor relationship to the
mission of the (ffice of Training. It operstes in viry close relstion
-?-
SECRET
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with the iCI, the TICY and the [1's. Tn moet of its activities it is
directly reprepenting the igensy or the iCI or his principsl subordinate

‘officials. The slement would be more properly located if it were atiached

as s spsekiiud staff o the TICY.

OTR iz responsible for several types of off-campus mintng, 8.8., the
JOT Progrem, specialised tutoring of covart agents and foreigners and
training suthorized 2zt cuteide sgencies and public institutions. 7These
sctivities mecuire relaztively smell staffs to supsrvise each program,
and they should be assigned to mijor elemente having & comron fleld of
interest. Thelr present divisional status is not justified.

25X1
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{3) The JOT Trainee slots are completely mon-productive insofar es the
Offioe of Training is concerncd, since trainees occoupying thesc slois
&re performing in sn on-the-3job status in the opersting components
of the igenay. ,

This survey of the Office of Training should be contucted in the following
iogicsl stages, with interim reportes to the Diyector upon the completion
of each phase or as requested:

(1) “tudy snd recormendetions concerning tha over-all orgenisstion of the
0ffice; lines of command, responsibility and suthority; ficlds of
interest; wmissions and functions of major elumante.

{2) Study and recommendstions concerning the imtermal organization of
a0k major ard minor element; exact delinestion of flelds of interest,
functions, procedurss, reporting systems, stc.; outlining linee of
smuthority, ocordinstion and responsibvility; resolution of probviem
sreas; Justification of v/0's, ete.

{3) Tdentification of office of Tralning prodlems in its relaticnships
with the igenay ss o whols or with cther igency components, such asj

{a) Heed for Iirm policy conceraing responsibility for supervision
of overssas treining, training conducted Yy other components,

f4rm yequirements regarding prepsratory training for all overseas
persommel, eto.

{(b) Besd for firm policy concerning the rotation of qualified instruc-
tor peractnel between the operating components snd OTH, with sde-
quate sdministrative devices to provide for "grsde® differentials
and slots.

(o) Improvemant in the system for dotermining training requirements,
providing of en adequate, appropriate and qualified studert

body , esto.
HeCOMMENTATIUONS s

That the organizational struoture for the (ffice of Training

{Tab A}, approved, including titles of elements, distribution of

fielde of interevst within the training groups, the placewent of = staff
element, and the proposed cormand and coordination lines | | 25X1

fhat the Orientaticn and Priefing activity, and the three positions and
incumbente invelved, be transferred to the staff of the !ICT.

That, upon the acceptante and spproval of the foregoing recommendstions
snd the proposed orgarizstionsl structure, this survey proceed according
%o the following phases:

=

/..f'

S}@ﬁﬁ' i ey gy
P RS
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Firsts Assist in the development of functional statements for each of
the major elemunts and staffs to issure strict conformance to the
concept proposed herein as it concerns delineation of fields of
interest, responsibility, authority, coordination, support,
charnels of comaand and supervislon, and staff advisory capaci-~
ties; assist and/or acvise, as nscessary, in the sdjustment and
inter-sxchange of T/C slots from the present to the proposed
structure; othervise sssist in the transition as requested.

Second: Survey esch slement of TR tor

{1} Assist in the development of functional statements along the
lines cutlined above for the najor elsments.

(2) Lwtermine the 7/0 requirements for each elemunt.

(3) Aissist in the development and coordination of procedures,
policies, ste.

(L) Identify, end propess solutions te, individusl problems
pertinent to sach clement,

(5) Levelop such flow cherts, diagrams, and other visual alds,
A8 W&y sesa neckasary to elarify for all personnel the lines
of commard, staff responsibility, areas of interest,
suthority delegations, et0., in order that the proposed or-
ganization may te understood by all exscutive, supervisory,
support and adeinistrative personnel.

Third: Upon oomplstion of neccspary adjustments within the Gffice of
Training, Sdentify snd define those problams of the ' ffice which
involve the need for Agency policy, direction or regulstions
and thelr snnunciation or elarifiostion, or wi.ich concern worke
ing relationships with other Agenqy componsnts; and assist in
the development and presentation of sppropriste solutions.

25X1

» Hanagement ¢ taff
ATTACHMERT : COMCURS

Tab A ~ Proposed Urganisational s Matthew
Stracture (o /e/ Direstor of Pty -4g-lash

#Except that recommendation 6.b. should
... iNVolve transfer of only two positions
ot Mﬂ'nd their incumbents.
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Outline of Plan for Second
Phase of Survey of
Office of Trainigg

The following is an informal statement of the major steps, in their
proper order, believed to be necessary in conducting the Second phase of
the survey of OTR:

Survey "Schools" to establishs

8o

b,

Ca

d.

€,

£.

Ee

he

i.

Je
k.

Firm list of Courses - define exactly the Field of Interest.

Write (or modify) Functions, picking up the technical and professional
implicetions now assumed by the Training Support Staff.

Assist in (or coordinate) the shift of personnel from present Divi-
sione to the four new schools.

Work up justifications for each School T/0.

Consider possibilities for data to be required for a periodic opera-
tions report to the Director.

Assure that Chief and all principal subordinates understand the new
channels of command, and lines of coordination with other OTR ele-
ments and with Agency elements.

Note problems disclosed by the survey for later treatment.

Check necessity for written procedures and encourage the preparation
of any that appsar necessary.

Check the need for specific delegations of authority - other than
those implied in the functions = and refer to Director.

Check Position Descriptiona.

Include with "Schools" the Field and Covert elements.,

Survey P&R Staff and A%E Staff tos

8o
be
Ce

d.

Modify functions.
Assure understanding of working relationships in the new structure,
Verify and justify the T/0's.

Check for Position Descriptions.
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e. Consider availability of data for periodic operations report.
f. Question need for formal procedures.

ge Note problems disclosed and need for any specific delegation of
authority.

3. Survey Admin & Support Staff elements - Headquarters first and Isolation
second: —

8. Modify Functions - shift professional and technical training aspects
(now assumed by Support Staff) to the appropriate "Schools",

be Verify and justify T/0's.

¢s Check position descriptions.

d. Check workloads and measurasble operations.

e. Examine procedures and recommend written procedures where necessary.
f. Devise operations report to Director.

g+ Study problems disclosed.

25X1 h. Assure that all personnel understand their position in the new con-
cept -

i, Check need for specific delegations of authority.
J» Check for overlapping and duplication

(1) Internsl
25X1 (2)

(3) With other Agency components.

k. Assure adequate Budget-Fiscal control to protect the Director from
over-obligations.

1. Check Personnsl Section for duplications or unnecessary personnel
records.

25X1

a. Evaluate present organizational structure in the light of the new
concepte

D
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b. Survey each element for:
(1) Workloads
(2) T/0 utilization and justification.
(3) Overlapping and duplicating effort.
(L) Measurable operations.
(5) Functions and procedures.
(6) Problems and solutions.
(7) Reportable operational data.
(8) Need for further delegation of authority.
(9) Assure understanding of new concept by &ll FTB personnel

Covert Training Element

2+ BSurvey as for other OTR elements to the extent possible under the
circumstances.

Approved For Release 2007/10/02 : CIA-RDP61-00017A000400020006-0



